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~I T/?19/VS/T Report No: 
Meeting Date: 

Alameda-Contra Costa Transit District 

STAFF REPORT 
TO: Operations Committee 

AC Transit Board of Directors 

FROM: David J. Armijo, General Manager 

SUBJECT: State of the District's Bus Fleet 

BRIEFING ITEM 

RECOMMENDED ACTION(S): 

15-006 
January 14, 2015 

Consider receiving a report on the State of the District's Bus Fleet for AC Transit Fixed Route 
Services. 

EXECUTIVE SUMMARY: 

This report provides an update on the state of the District's bus fleet and includes an overview 
of the existing bus fleet, age of the fleet, maintenance activities, new bus procurement, and a 
summary of Quality Assurance and Warrant programs. 

During calendar year 2014, the District added 106 new buses to replace some of the oldest 
buses in the fleet, which reduced the average age of the fleet from approximately 8 years to 6.2 
years. The addition of new buses moved the District closer to the goal of an average fleet age of 
less than 6 years. The addition of ten new El Dorado 24' small transit buses in the coming 
months will increase the total bus fleet from the 2014 average of 569 buses to at least 586 
buses. 

The District will begin receiving buses from the next procurement of 80 buses in late 2015, 
which will allow for fleet expansion and the replacement of some of the oldest and least 
reliable buses in the fleet. The procurement of new buses will also allow the maintenance staff 
to focus on improvements to the reliability and appearance of the existing bus fleet. 

Quality Assurance and Warranty programs ensure compliance with the Federal Transit 
Administration's Moving Ahead for Progress in the 2151 Century (MAP21), State of Good Repair 
and Asset Management requirements. The enhancement of maintenance programs and 
optimization of the quality of work performed by District staff ensures the achievement of both 
financial and operational targets of the fleet to ensure high quality service. 

BUDGETARY/FISCAL IMPACT: 

There is no budgetary or Fiscal impact associated with this report. 
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BACKGROUND/RATIONALE: 

This report provides an update on the state of the District's bus fleet and includes an overview 
of the existing bus fleet, age of the fleet, maintenance activities, new bus procurement, and a 
summary of Quality Assurance and Warrant programs. 

Bus Fleet Age - During calendar year 2014, the District added a total of 106 new 40' low floor 
buses, including 68 Gillig 40' urban buses and 38 Gillig 40' commuter buses, to replace some of 
the oldest and poorest performing buses in the fleet. The addition of ten new El Dorado 24' 
small transit buses and retention of seven MCI 45' commuter buses will increase the total bus 
fleet size to at least 586 buses. 

The procurement of new buses allowed for the improvement in the average fleet age from 
approximately 8 years to 6.2 years in 2014. This investment will help enhance operations, 
customer satisfaction, and will contribute to the following: 

• Improved bus reliability and reduced service disruptions 
• Reduced vehicle maintenance costs 
• Improved bus appearance 

To achieve the goal of an average fleet age of less than 6 years, the District will need to 
continue replacing older buses in the fleet as the older fleet reaches the end of its useful life. 
Heavy duty-cycles for buses operating in an urban environment continue to impact the older 
vehicles, which results in higher failure rates and increased wear and tear on equipment. 
Establishing programs to maximize the effective and efficient useful life of the bus fleet is a 
requirement of the Federal Transit Administration (FTA). Quality Assurance and Warranty 
Programs support elements of FTA's Moving Ahead for Progress in the 2151 Century (MAP21), 
State of Good Repair and Asset Management requirements. 

Quality Assurance Program - A primary function of the Quality Assurance program is to serve 
as an extension of the framework and foundation for a quality fleet. By enhancing maintenance 
programs and optimizing the quality of work performed by staff, the District is able to achieve 
financial and operational targets of having a fleet that meets daily pullout requirements and 
provides high quality and reliable service. A strong Quality Assurance Program ensures that the 
fleet is exceeding customer expectations, both internally and externally. In addition, the FTA 
requires that the District have a quality program established to ensure the continual 
improvement in the quality of service. AC Transit's Quality Assurance Program consists of the 
following primary sub-programs: 

• Bus Cleanliness Inspection (BCI) 
• California Highway Patrol (CHP) Simulated Inspection 
• Preventative Maintenance Inspection (PM I) Audit 
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Bus Cleanliness Inspection (BCI) 

Quality Assurance performs a monthly Division Bus Cleanliness Inspection using a grading 
criterion focused on 19 areas of the bus (14 internal and 5 external) to allow Divisions to align 
resources and programs to target low rated areas and improve the overall cleanliness and 
appearance of the fleet. Ratings from 1 to 10 are possible. Ratings of 1-4 are listed as 
unsatisfactory, 5-7 is good, and 8-10 is satisfactory. Quality Assurance inspected 720 buses as 
part of the BCI program in FY 2013/14. The following graph represents the fiscal year, Quarter 1 
to Quarter 4, BCI scores for the District. The BCI scores have improved from 4.55 at program 
inception in February 2013 to 7.85 in October 2014. The District is working hard to achieve a 
score of 8.0 by end of FY 2014/15. 

Fiscal 2014 (Q1-Q4) BCI Scores 
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California Highway Patrol Simulated Inspection Program 

Division 6 

An inspection program was developed that mirrors the California Highway Patrol Motor Carrier 
Safety Unit Terminal Inspection guidelines. The inspections are performed once per quarter at 
each of the Division's Transportation and Maintenance Department. Quality Assurance staff 
will inspect buses, maintenance records, and transportation records to determine work 
processes that are in compliance and those needing improvement. Quality Assurance then 
researches the results of each inspection and recommends a course of action to improve 
compliance. All three Divisions received a "Satisfactory" rating on the annual California 
Highway Patrol Motor Carrier Safety Unit Terminal Inspection in 2014. 

Preventative Maintenance Inspection (PMI) Audit Program 

A Preventative Maintenance Inspection (PMI) Audit Program was rolled out in the fourth 
quarter of FY 2013/14. Quality Assurance staff audit one PMI at each Division and analyze the 
findings to provide a score card to maintenance staff on the consistency and quality of 
preventive maintenance inspections. Feedback includes best practices and recommendations to 
improve the PMI program. The first PMI audit at each Division was performed in June of 2014. 
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The following chart is an example of the results of a PMI audit at a Division. 

ENGINE/ TRANSMISSION 

BUS ELECTRICAL 

HVAC 

ROA TEST 

OVERALL 94% 

Buses are inspected after the PMI is performed by Division mechanics. A comparison of the 
findings from Quality Assurance staff and Division mechanics is performed to evaluate 
variations in identified defects and calculate a score for each category and an overall accuracy 
percentage. The results are then shared with maintenance staff along with recommendations 
to further analyze the PMI process at each Division . 

Warranty Program -The FTA requires AC Transit to have a warranty program and a system 
established for identifying warranty claims, recording claims, and enforcing claims against 
manufacturers. Most importantly, FTA requires grantees to have an aggressive warranty 
recovery program to ensure that the cost of a defect is borne properly by the equipment 
manufacturer. FTA also states that the warranty program needs to include procedures that 
clearly identify repairs, claims, submission to the manufacturer, and reconciliation of unpaid 
claims. During a triennial audit, an FTA representative reviews how timely and aggressive the 
District has been in pursuing warranty, and compares claim records submitted to received 
settlements. 

The warranty program currently monitors 231 of 586 buses that contain warranty coverage in 
our revenue fleet. The administration of warranty requires an established set of business 
principles that is systematic, proactive and collaborates within the organization. The warranty 
program recovered $2.1 million in claims between FY2010 and FY2014. A total of 893 claims 
were processed this past fiscal year with a total recovery of $451,000. The claim recovery 
should continue to increase with the introduction of additional new buses that will expand the 
warranty coverage to 41 percent of the fleet by FY2016/17. The FTA requires that the District 
have a warranty program established to ensure the costs of defects are abided by equipment 
manufacturers. 
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Fiscal Warranty Recovery 
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Based on the District Short Range Transportation Plan, the chart below forecasts warranty 
demands through FY2022/23 based on contracted bus procurements. 

Base Warranty Coverage 

Bus Procurement Projects 
I FY13 I FY14 I FY15 I FY16 I FY17 I FY18 FY19 I FY20 I FY21 I FY22 

lll2l3l4ltl2l3l4ltl2l3l4111213l4 1112 13l4111213 l4 tl2l3l4ltl2l3l4lll2l3l4111213l4 
Gillig 40' Urban (65) 

New Flyer 60' Transit Bus (23) 

Gillig 40' Commuter (16) 

Gillig 40' Commuter (38) 

Gillig 40' Urban (68) 

El Dorado Small Transit (10) 
40' Urban Diesel {40) 

40' Urban Hybrid (25) 

40' Expansion Bus (15) 

60' BRT Bus (27) 

Next Steps- The District will begin receiving 80 additional new Gillig buses to replace 80 older 
buses starting in the third quarter of FY 2015/ 16, which will result in a further reduction of the 
average fleet age. Staff will return to the Board for approval to procure additional new buses in 
the coming months, since the District will need to replace approximately 50 buses on an 
annualized basis to maintain the desired fleet age. Maintenance staff is also assessing fleet 
performance, specifically looking at cost per mile to evaluate the next retirement fleet. The 
retirement of older and higher maintenance buses will allow maintenance and quality 
assurance staff to continue their efforts on improving the reliability and appearance of the 
remaining buses at each division. The goal is to maintain the condition and appearance of new 
buses, while improving the condition and appearance of the older fleet to a higher standard. 

ADVANTAGES/DISADVANTAGES: 

This report does not recommend a course of action with notable advantages or disadvantages. 

ALTERNATIVES ANALYSIS 

This report is being provided to inform the Board of the status of the District's bus fleet. 
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PRIOR RELEVANT BOARD ACTIONS/POLICIES: 

None. 

ATTACHMENTS: 

None. 

Department Head Approval: James Pachan, Chief Operating Officer 

Reviewed by: James Pachan, Chief Operating Officer 

Prepared by: Salvador Llamas, Director of Maintenance 




